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Problems of Cartograpnic and Ceograpiiic Intelligence Praduetion

The following irnformation is furnished for your use in seminsr
participation on the subject ~# "he Production Factor .

A. Cartographic Priduction Pyroblems®

1. By its nature, the Carto; phy Division is eontipuslly
confronted with the problems of production. fssentially a service
orgenizaticon, it is not sble %o astablish deadlines cn ite own
initiative but must react to those eatablishad by the requesters
with whom the Division deels. Requests for cartographic support
carry varying pricrities which result in a continually changing
picture. The staff of D/GC meets every morning to reedjust the
priority of the current vorkload. Ume of the major problems of
egtablishing effective priority across the voard is the unsympetastic
contrast between tha rigid schedvwling of the NIS Progran. which repre-
sents over 30% of cuar work. @énd 21l other requests that carry cusrert
end often short deadlines.

2. When D/GC zommits to o deedline, it 1s further complicesed
by the fact that the Division is eﬁ:iut% the abllity of the rapru-
duction facility tc support cur regqurements. The reproduction .nite
are plagued with the same changing nriority problems and frequently
are unable to support the Divisicn within the requested time factor.
The producticn protlems assoriated ith reproduction are partly
aggravated by the physicsl separetion of the two plants.

3. The following specific programs are largely involved ir %he
production problems gtated 11 peragraphs 1. and 2. above:

a. XNIS. FRigid scheduling far in advance. Little or
no give both in D/GC and repreduction. The Progrer generally
requires an over-commitnent ir both Cartography ané Reprcd:ction.

b. MNIE. High-level requiresents usuelly with an wgers
deadline. Subject to frequent changes late in the production
plan. D/GC has adjusted to these requirements in &n affecs.ive
way .
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SUBJECT: Problems of Cartographic end Geographic Intelligence
Production

e. ORR, O8I. Support to a large mmber of projects.
Intamhange of projects as desdlines neer frequently csuses
"upsets” in B/GC. Little can be doue sbout this as it is

inherent in general production problems.

d. DD/P. Difficulty of estimati requirmentn. Requests
are often poorly coordinated within 1D Requirements thet
"flood" the Division and the rayroductim plants, often without
warning.

e. OCI. The Special Bupport Branch, D/GC, has Leen
organized in sich a way a8 to support OCI on a moset curvent
production vasis. HNo problems exist but it doee require &
separste supporting unit.

B. Geographic Intelligence Production Problems*

1. Mechanical Programming

Finished intelligence is normally worthless unless it is aleo
disseminated. The readying of intelligence for dissemination -- the
mechanioal phase of production -- contalns, howvever. acme of oir wors:
gremiing. A coordination must be achieved and maintained between
analyst, branch chief, division chief, editor, certography, reprouuct.io:
snd other offices whose reviev may te necessary, and must be such that
the project pgoes swiftly and smoothly without uangling saything in the
process. The battle is neer reslly won, and only ceastant vigilance
assures tolerable levels of timeliness and accuracy.

2. Communicetion Between Producers and Users

Much of the research that we do, particularly in the geograghi:
field, 1s "applied research” initieted in direct aupport of anciher
effice with a differant nission. Our proviem is to cemwunicate affec:
tively with its representative -- indeed, in some cages, %0 idensify uis.
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SUBJECT: Provlems of Cartograpnic and Geographic Intelllgence
Produetion

If we sre not successinul, the maln thyugt or key nuance of the
requirement may be missed, with the result that the user, pctentially,
is in trouble. The problem is nost prominent in our work for the
clandestine and military services -- resulting from organizational
separation, frequently-changing persornel, and need-to-kaow restric-
tions -- but 18 faced in all research specifically desigoed to support
encther unit's mission.

3. Priorities

8. MNost geographic research we do is initiated not becBuse
the subject 18 interesting or has large informetional geps, but
becsuse someone needs it. That persen is often the only one who
can spsak to the importance of the request. Yet his knowledge
effectively encorpesses only the mission of his own unit; scmoone
still must spesk to the ccmparative importance of the request ino
terms of other requests or hand. Here resides a e end conatend
problem, for in the ease cof phy we have t‘J

25X1 | There is no true project prioritics

1ist, or exsmining board, or pricrities coordinstor. We have to
play it by ear, using common sense and such specific Justificutions
as our customers can give us, remesbering at the seme time thut all
reguests which ars accepted are thereby of acknowledged impirtarce
and emnnot be sidotracked indefinitely by more gleamorous projects.

25X1

b. Personnel resources dc not permlt equal research coverage
of all important geographic arear end substantive toples. There is
a compelling necessity, therefore, to survey contiruously the
following questions of prioxitys

Bloc aress vs. non-iloc areas?

Basic resserch ve. current intelligence support?

Operstional support vs. "national intelligence?

Self-initiated work vs. "the clamorous customer™’

Callection guides vu. finished intelligance
production?

. Policy Guidgnce

This is a problem which starte at the top echelon of maagemant.
The success or fallure in the achievement of satisfactory policy guldance
at subordinete echelons depends on the ability of intermediate officials
to interprat and translate intc meeningful action the guldance rocaivad
from above. Policy guldapce on mechanical, procedural questlona 13 easy
to commnicate. Policy guldance on guestions such as the priority and
direction of emphasis in the substantive research effort i3 such more
dLfricult to achieve. Ve must constantly attempt to improve comausication
of the latter type of guldance.
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SUBJECT: Problems of Cartographlc and Geogrephic Intelligeacs
Production

5. Substantive Coordinaticn

e. In cas sense, coordinstion aims at avoiding umnecessar’
duplication of resesrch effort. This requires elaborstc
mechanisus which, vher they work properly, provide us with tac
tools for muintaining awareness of the related research work o
other organisations and achieving a useful division of lavor 19
the intelligence coemmnity's attack on broad intelligence prouiers.
The Econcmic Intelligence Committee is an outstanding example of
such o mechanism as it spplies to a specific intalligence progra.
1In sddition, however, ve have stimulated more hroadly-based .
informal groups sush as the Fatellites Cemaittes, Africa Round-
table, and Southeast Asia Dipcussion Croup to serve as narket
places for the exchange of idees, information, and proposals.

b. In snother sense, the cooxdisation problem congiets in
insuring that the substentive content of our intelligence repre-
sents an egreed or ccordimated pesition. Maoy intelligence
proviens dv not fall vithia the exclusive purview of a single
research unit in our yresent organization. Copsequently, there
is s necessity of cross-checking end coerdination emeng suoster-
tive umits if the result is to represent aa agreed {gnd . likely.
most correct) position. Subordinmate problems of office golitice.
questicns of subatentive yrerogatives, and related matrars
sometimes hamper the achievement of this objective.

6. Production

The problen of differentisl security clearances eni the
resulting aifficulty of utilising certain competent research persoine.
on the production ¢f truly gil-scurce 1ntelligence is wvorthy of
sttention. This grobles -- tse of material fram especially
sensitive sources -- also affects the dissemination and use of the
resulting product.

T Pmcmn_g; ard Direction

Our personnel are, in gemersl, highly intellligeat, strupaly
motivated individuals. Thelr infividualism, vhile undoubledly tesiry le.
alsc presents problems of supervisien. The paroohial viewpoints of
esecncuists, engineers geographers. and other speeinlists sometimes
show through apd interfere with achievement of the most objective ré&-
search product. Progress hes been made in this problem area with to:
passage of time, but traces #¢ ¥fe problem remain and it camnnot be
ignored.

Distribution:
0%l -- Addressee 25X1A9A

Approvel For 8&u1BASE 2005/12/14 : CIA-RDP63'68314R600166020038-0

VWV TFINWVVV T VVVLWVWVJIWU UV

25X1




